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ABSTRACT 

Initiating a planning effort in school districts requires attention 
to the mechanics of its ad(^tion as well as the conmunication of planning 
concepts* Such a system has been developed by the Administering for 
Change Program of IIBS* This package eii^ihasizes involvement of teachers 
c-md atLinistrators through semi-structured tasks irt anjf curriculim area 
,of th<? di,strict*s choice* 'A self- instructional version of this system . 
is beinji field tested by the Neshaminy School District* 

ileld test data indicate to both usei*s and developers that this 
process of initiating curriculum level planning is viable and has valua- 
ble spin-off benefit to the district. 





IN'I'ROimCTION 

Tlie ncotl for planning in education is not a highly disputed ix)int. 
It is also generally agreed that wasteful imbalances within the ckUica- 
tiomil system'must he rectified, (iosts, which increase more rapidly 
than .school revenues, create pressures which require that those re- 
sources wiiich arc available be allocated more judiciously and effcc- 
tiv^ely. As co^ts l isc, demands for better education ard mc^re alterna- 
tives in ediK'ation a!so iiicrcas,e< The com[)lexity of our times^hns 
forced managers and administrators in l>usiness, defease, and industry 
to tlcvc*lop improvetl nicthotli; of coUectint; infornvition for use in lioth 
planning and tiecision-niaking; schools, too, need to develop such metliotls. 
The Of fico of liluaition, recognising the importancO of local school 
district planning, has delineatal this need in their Renewal Center, 
strategy. Planning was also included in the list of nejscls compilal from 
the araiihil i\ASA Supertntendency .Purvey, Ilius, the need for'p4anning is 
apparent ; .tlio difficulfy lie,s in the fact that to date feasible plaiuiing 
systems for use at the school district level have not been available. 

'fhe (^ompreheiLS ive Planning Component of the Administering for 
(-liiinge Program of Kcsoareh for Better Schools, Inc- has been involved 
for thV |>ast two years with the Nesh;miiriy Sclujol District of Pennsylvania 
in a joint venture to field test instructional materials desigmxl to 
initiate curriculum planning at tlx? school district levei. This two- 
yejr involvement uas the culmination of a five-year developmental effort. 
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The objective of this five-year effort was to develop a methoti 
school districts could use to initiate and maintain a plarining cajxihility 

s 

which, turn, wouUI become self-siutainiiiji. Tims, it was necessary to 
design ii mechanism that could withstand intlividu;il staff changes \ml 
whichi'tliti not rely on Hie availabij ity kIik] cbmpetenGO of outside^ ^ronsi^l- 
tiiiits, , ' . \ 

In view of tUc objectives outlined above, instrtictional materials 
were developed which wrc designed to emphasize the planning process, 
so that district personnel could develop thd practical experience and 
expertise ncH?tled to carry out the various activities -involval in curricu- 
Inn planning. ' . , ' 

Before discussing t hc^^^fsHami ny experience, it would he helpful to 
review briefly thu comiirchensive phuininj> process developctf, 

nil: tWItfiHIINSIVl-: PjJWNtN(; PUOCIiSS 

t The flow clKirt on the following page shows the relationships among 
yarioas aspects of 'the comprehensive plarniinj; process. The cmph'isis 
is on the initiation of a planning effort, although various other data- ^ 
gathering activities th;it could and should occur are also intlicated. 

The area l)0undcHl by dashes in the diagram contains al l of the ^teps 
involved in ini iating a planning effort, and the Neshaminy field test 
w?is relatcHl lo the inslnKtinmil mjuerials dcvelo|)al'for use in imple- 
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ACOWPnEHENSlVl PI ANNtNC MODEL 
FOn CURniCULUM CHANGE 



ERIC 



montLiifi tiicsc steps.' The ilcfinition of curriculum planning ot)jectivos^ 
the dcrinition of the propjm structure, the assignment of priaritit^s, 
irml the development of perTorininice indicatory ;ire the responsibilities 
of the tenchers urul t:entr*il office ;idi!iniistc;itors who form the f?l;iuuiTijj 
groups. The hoxcs rcpresontinj; tlita collection activitien *Tre he:(niionnL 

i;u"h vertical colunui represents ;i different area of information, 
Tlie first coUotm to tlie right of Box 1 involves financial concerns. "Ilic 
Pro;;r;im Pl'iruiin^i and Buli^etary Systems whicJvhave been impleinenteil in 
Hoino ^cIwuIh tra<litjon:il Iv liavc been Ixised on cost data, l)ut adminis- 
trators have hccft unable to broaden thi s approach to support and enhance 
cliange at the classroom level. Other approaches to/planning have 
belaboreil the definition of ^oals and objectives i itil only a refined 

rl 

set of labels rem;iint.\l that were no inore effective in improving schools 
t)ian the bn<lgetary approach mentioned atwve. The comprehensive planuiuf? 
approach to initiatinfi [)lantning in the district does ml ne^lJ^TVi^her 
btKlf»etary consiJerat ion'* or fhc definition of objectives, but it does 
f»ivc them relatively less erni^hasis- especially in the context of initial 
planiiint; efforts. In the corrprehensive planning approach^ the cmpKasis 



llie instructional materials field tested in the Neshominy 
Schools were orifiinally entitled Indicators of Perform:mce . Iliis 
package contained three separate manuals : Hinail ]-- Project Manager 's 
Maixual , Manual 2— Basic Skills anci (bncq>t s, and Manual BeBinnin^ 
I mplementation , The m:Uerial covered in tTie three manuals fnentionett above 
has been rewritten into a single book and will soon be available commer- 
cially available under the title Utndl KKjk of" Oamprchensive Planni ng 
from i;ducational Technology PublicatToJis',' I-nglewootl Cliffs, [^ew fersey 
07{>32. Hie target date for ptibl icat ion is fall, 1974, Although in 
the body of this report references to the instructional materials 
refer to the original f iiree irumuii I jvickage. Table I siiows tbi^ iiistruc 
tional objectives includtvl in terms of tl>e ncnv i^^ntlbook of .(^J'"rr^'''^''?.^'^^' 
rianning, o 



is oil n plamnny process which h;is nuDcimiim impact in the classroom where' 
it Is most use '"ul to the instructional staff. Af^ the district phinninj; 

capability develops, procedures may he mo<|ified» instruments upclatetl» 

ami julditional sfxirccs o(" information ineltKlci!. 

liiitiai iii^ the IMan ain^^ Process 

tVlien the conif^rehcnsive pJl^tining process is initiatetl in a t*iven 

It 

school district, the fr^^t stop is Jihe development of a set of district- 
wide objectives within a specific curriculum area. These planninj* 
objectives are developed by a planning iiroup made up of local teachers 
and central office administrators, Performance intlicators, tests which 
measure how well tliese planning objectives 1iave been achieved, are then 
developed and administereil by classroom teachers. 

To insure cf)nfidential ity of information, data from an individiuil 
class are tjiven onH^to the teacher involved. Such inform?Uiou may be 
very useful in planninji for instructional purposes, at the classroom 
level; it also enables individual teachers to evaluate their own 
classroom efforts, in attempting to assess the quality of the i>upil- 
teacher- curriculum interaction- 

Wlien the data gatliered from several classrooms are given to a 
principally the information is poolcfl in such a w^y that data on a specif- 
ic classroom or teacher cannot be identifictl. The principal stinlies an*! 
analyr.es inlonnat ionMVom all classrooms and teachers involved in the 
planning effort in an attanpt to identify overall patterns of strength 
and weakness in tlie cnhicational programs in his building. By assessing 

0 
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this inronnation, yprincipalj in colliiboration with the teachers, is 
able to prcjxirc i\ plan Tor cliringe wtiicli includes inrornuitioi) on 
performance :is' well as any estimated expeiuli tures which the cJuini>cs 
proposed iiiiiy involvo* 

At 1 Ik ri^Fit Till' oTJicc level, tlic a'.liiiinistrative staf!" should rc* 
viow ivcniiBuoiKlat ions suhiiittod hy the principnls, prejxiiv a district 
plan t'w clianfie which tuicom|>:isi^es thv hni Id ijig- 1 eve) prq|)0sal<s, and 
, sfnu tujp whatcvtM^ support is needed to implement the chnn^es apjiroved. 

f'hc process doscribeil above provides a mechanism desijjned to jjnprove 
etiuc:it^o!Kil proEjnims hv focusintj on classroom accompl islunents and diffi- 
ciiltic^s ratlior tlian on individiJa) stiKient achievement. The implementa- 
tion of this (jlamiini^ cfrort, which includes iliroct ami extensive teach- 
er ijivolveriicnt, )iel(>s school pcvsoniiei to develop ^in iTtfonnation Kisc 
that cnahh^s them to view titstrict ;ictivitics in terms of ohiectives 
camK)n to many district proKnuiis and to a^isess the effectiveness of dis 
trict pjojirams on a current hasi.^, ITic process allows all participrit in^ 
slafT/menibers to become familiar wUti j^Iunning skilLs which can be 
relatetl to their daily activities. Participants also develop specific 
skills in the development and use of planning objectives and indieaton^ 
of perronuanco* 

Tlie lol lowing descrij^tion s}k>ws how a plannijift effort could be 
initiated in :j 'j;iven school district and details the various activities 
which wnuld be invtilval. 

Situat ion : 

Suppose that a three-year plan 1ms been developed for the instal- 
l:it ion ol a comprehensive planning system in a school district. 
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Initially, the plan involves the creation of s;everal planning 
j;ro\jps to work in curriculum areas siucli as Reading, ^tlthcmatics, 
and Social Studies, Workjn each area is to include all levels 
■ from early childhood education tiiroiigh senior hi^h school. 

Initial planning i»raips are formed which include teacliers and 
htjiklinp level ^uiminisitrators from various schools in the district. 
Just hcfore tlio vwii of the school year, onch planning ,(iroup i^irticipatcs 
in an in-scrvkc proyrain ivhere a set of planning objectives; are devel- 
oped lor each of the cnn iculum areas involvctL Durinj! the yimnier, the 
people Irom the planning group.^ develop performance inciicators and' 
prepare leacliers' M;inu;ils for t)ie various curriculum areas. 

In September, teachers \A\o did not ixirticipate in the development 
of the instruments hut who wish to participate'in the planning process 
are identifictL ^ ^ * 

The implementation of this project involves the following steps: 

1. Teacher a(tministcr pre- performance indicators to their 
studenls. 

2. "fhc pre- indicators are scorc\l and the^processctl infonna- 
l ion is returnal to imlividual teacher.^ and principals. 

y>. Tcvichcrs complete class lists ami forwanl them th;*ough 
their Innlding planning coordinators to the tlata process- 
ing cent^^r^, ' 

4. Six months .later, teachers administer post-imlicators 
to their students* 

5- The post-indicators are scored and the processed infomvi- 
tion is returned to the individual, teachers and principals* 

6. (>n the t)asis of the information received,^teachers sub- 
mit curriculim-rclatctl reconmendations to the building* 
planning coordinators. 

7, !he htiiUling planning coordinators prepare lists of nvt^m- 
iruvidations for the principals. 



l;icli principal prepares a report for his building, includ* 
inv> a tuKlfjet request for each curricultmi area irivolveil. 

9. Iln? Project Manager receives building-level recommenda- 
tions for chanj^c from the principals ami submits district- 
U^vcl recommendations for ch;mgc to the superintendent. \ 

10. Tlic sw]>crintcndentw reviews the district- level reconineiula- 
t ions with the IVoject M-ma^icr :ind the princi|\als. 

Z 1I> Ilic superintendent prepare? jmd submits a revised school 
district profiram plan and budget to the school boani, 

12. Thv scliool -iTOird decides on the pl*^n :uid the budget* 

Ihirinj; the second summer, a *^rou]i of teachers revise the performiuice 

indicator^ to mikv ncedcil improvements. 

During* the second scliool year, as more teacliers decide to take 

part in the ]>roject, the in-service proi»rams are broadened to accomnodate 

the addit ionai particiixints, 

Participation J ' 

In implement inj> the comprehensive plaruiins process, the ptirt ic i - 

pation of school district personneJ .should be as broad as i>ossihle in 

Order tr> i/ichhlc the mwy iadii'iduals who: 

L have sijuiil icant information to contribute, 

3. have a stake in tlie ttecisions to beiiuide, and/or 

y>. ;ire neenkHl for tl(C actual implementation of ttie lilaniiinj^ 
effort. 

Thus, particip:ints would include teachers across all grade Icvels,^ ppirP^'^ 
cipals, and di^t rict ^ level curricuhmi s]>ecjnl ists.^^Stich^ I>road-based 
participation is necessar)^ not only to enhance the durability of the 
planning capability developed but also to achieve maximum effectiveness 
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in imp 1 omen ting any recontncndcd change* All participation should Ix? 

on a strictly , voluntary basis . , * ' 

/; ' * 

There is one final major confide rat; ion involved in initiating tho 
planning cITort descrihod here: in order , to initiate any new set of 
activities effectively, a sinjile \ndividual should \yv assit^nod overall 
orRarn7,at ioniil :md directional rOspOJisibiMty, This indiviilu;il is referred 
to iis the Project Ntmagia% , / ' 

Since tlie- instruct ionat materials were tlesitinetl to include a 
p7.actica^l sot oT planned activities, it wjis considereiKextremely ijnpor- 
tant for tliu dcvotopiijental tcain to work closc^ly with school district 
*stafr mpmliers to determine the feiisibility of various ^nctivrties in 
icrms or.;iny district constraints relntejj, to time, cost, or pcrfor- 
iiuincc potential. The Neshiiminy field test provided the developmental 
team with an excellent opportunity lo assess the effectivenoss of these, 
instructional m;iteri;ils. Sec Table Kfor the iristructioniil^>jei t ivos 
related to tlicse iiuiterials. 



])istrict tjomnii tincnt ami RespoQsibilities 

t;oimnitment by top district -level administra^'ors to the l^sic objec- 
tives ami stratet^ies of the comprehensive planning system c;innot be 
overeii5)hi>siied- As the imix)rtance of this.cor\sideration was recogniic^l 
tlurin^t the five year devclopmentnl effort, a set of criteria was devel- 
oped that any district deciding to implCniont this planninfi pro<-'es,^ 
should \yc wil ling to meet* lliese criteria are presented on pjij^e \ l. \^ 
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(Project Htn.tf!Di ) 



\hii\ J: Itow to IVVi lon Your P*rfor 



user tiiH l*e able to^ 
1. Rovot.niL'^c how*pl:ou*imf objectives 



,^bjcct4V0S. * * 



TIh; Kill t»e nhlc tc> 

tnrc for t;iu\t;>^L fcnc t*hich 
^UiH^m tlic cUVctive develop- 
wcwK of i^crfonniPKV* inJicator*^. 



ations for tbc dc^vlot^nt of 
quality- contr<^l^ licifotuvwr 
inlicatont nnU other relJt^ 
materials^ 



Ukit Z.- PfttTriMcs oih) rJ^t30ric:il 



tlhit 2: llow t4Njyu) for 

I enec^taSon ^ Yea r 



The user Kill l>c nbk- tor 

twcDu pk kortcU's nml prcTcr* 
race a^'^l^nrMr'JitSf 

2.^ Itecogni^c. the in^^nrtaiicc of 
priorjtK'S" tJic cvalu;*tioii of 
a systcta*s pcrfornance. 



Utilize tM) altcrn^itivc methods 
. for ftssif^ing priorities to 
pUiming objcctiv<f5. 



^Tbe user will be [able tc: 

Ir [h?vclop in^lencntnt ion plan 
for the of perfomcfTkce imli^ 
cators durJng the coaiiij^ 
sdtoot year. 

Dew^lo)} a schedule whid\ will 
make the ufilctwntatiof) pos^^ 
fiibXe, 



Uhit 3i Progran* structure 



The tr^r >«Mt bo able to:^ 

Ir Mcntir>* nltcnutivc >Sky> of 
tlevelo|)JM|: a pr<»|^j:im strtKturi^.^ 

21 ivtennpm* mX tlcvrlop tTilt-ria 
tMt a '.t^liodl df'^tiict lmii uvc 
Co decide hhich jyro(;rtn ^ttix.* 
Hire is siiit^M^' fof tbt^ir 

TttCt^dS, 

Wni^ ^ (t Tk^ rcrfonruHt^o iMdit-nop; 

■- c ■ ■ * 

11^* itsK'i wktl be :ihle Im-^ 

L l^tt^atify jttrnuHivc tn^cs uf 
perfoimirHo cntc-rKt. 

2, Owqiure tk' adv.*ntat*trs r^l wsttM; 
perfomkntc jntLhcalor^ instcatl 
of otf*t:r t^crfoniirUK:** mc.i^ures- 



f(on jeviiiu. 



/ 



14 



llw user «ill; 

1. Becdn^ faniliarwtth t)>e 
utiderlyinE asslMi|nK\i^ ^»(^ 
v*bich the conprcheiL^ive 
plomune process i< luseU^ 



Be abj^ to ifiJerstarktl aitJ 

sjjecify airof tV 

to be pcrfenMCiJ^ ' ^^'^ 



Be able to detentilne wivit 
-resuirces will l»e nocJeJ * 
for the PW>jcct in tetnts 
of pcrsoitfjcl, tJiMO, rtc. 

Be nlile to estlmtiato co\t>: 
ami prepare a ^^mli^^u 



Be able to aoiiiter «;tch 
step or the procoits ef- 
fect i^-ely. 



Gciicrol ("ritcria 

, 

^ 1. Wiltintjncss to establish a highly participatory Uccisioiv 

mokinjj process; i.e., involvinj; those who Imve infoinstat ion 
to contribute and those vflio will be responsible for implc- 
nienting the deci.^ions made; 

2, Willingness to use Indicators of Performance f6r a minimum 
of three yea^s* assuming, of .course > that the staff is 
willing; 

3, Willingness to consider feasible alternatives to cxistinj> 
prognims based. on the'recoirmendations of teachers, prin- * 

^ cipals, and other 'administrators wtiich result from imple* 

^ jnentiuf* the planning cTlort; 

^ — WiJ Miv^jiess to Gommit an adcqtL-itc huclf»ct for the cTrort; 

S. Williiisnoss to Ivive all stall" involved with liulicators of 
Pcrforja'UKC* respond to UJJS evaluation ajid jin)uitoriii); lVm»s 
tliit the planning process may he improvcHk 

(1 

Start a mi 1st Sumin^^r Considerations 

, *^ 
K Agreement to assijin an individual to be rcsjxjnsible for 
mnnagang the f)lanning process for the ilistrict. f11iis 
individual is the Project Manajjer^ If only oin5 curricu'j 
luifl area is involved, this person ijiay he a curriculum 
coordinator. . * ' 

2. Agreement to identify antl pay interestcti teachers ami 

principals XS*15 i>er curriailum area) to com])lote a three- 
day individualized introdqptrion to the basic skills and 
techniques iiwolved'. (It is possible to divide the three- 
day session into several segments.) 

Agrot^mcnt to allow the toacliers ami princijKils who com 
pletc tlio iritruductory session to develop pt^Torminct' 
iiKlicators and Tcaclior^s' Hniuals durin**' twf) wwk session 
rarly in tk* summer. 

> 

4, Aj;rcoincnt to pay for the roproductioircosts corinectcil with 
printing iXTformancc indicators and Teachers' Miniials for 
use in the school district during the coming school yc;ir^ 
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1st Scliool Year Considerations 



K Agreentent to involve all teachers Who voluntarily decitle 
to participate during tlie coming school year. 



2, AgrcemetU to allow classroom teachers to maintain couri-' 
clentiality of information while principalis receive summary 
buiKlint;- level information ami the superintemlent reoeivcs 
siiranary district- level information, 

3, It i> suggested hut not .mandatory that the scljool district 
use the iKta processing system developed in ^conjunct ion 
with this pl;^ing process. 



2nd Summer and School Y eari 

, 1, Agreement to repeat the planning experience of the previous 
year and to allow teachers and principals to pfirticihatc 
on a strictly voluntary hasis, 

2/ Agreement to take action on any f&fsiblc roLOMiwjmlations 
for program improveme; derivarfrom^thc rctofwiendat ions 
made by teachers and prin'*'pais, 

Ih'obably* the most important of the criteria mentioned above is 
the requirement for broad -basetl participation. It is essential that 
those '^who are involved in any change, especially those required to 
in^lemait it, be given the opportunity as well as the~responsibility 
to provide input* in the decision-making process. 

Another strategy of great importance is assi^nin}* a Project ^hn^l}*or, 
who assumes responsibility for coordihatim; the entin* |)l;uining effort. 
Unless this organizing, coordinatinj;, and monitoring, function is pcr- 
fomed, no new effort can have a positive prognosis, ;The T*rojcct Manager 



4, 




5, 



Agreement to revise ;md reproduce perfomuKe indicators 
and Teachers* Maiiuals for the cwning year, ^ 



takes res|X)nsrhi 1 ity for the majiiigemcnt ^ of a project^ to IfnmtS^Dvit the 

specified end state or capability is reached within the time, cost, am 

performance specif iqpt ions of that project. The person who acts as 

IVoject^ Manager could be a teacher, a principal, a curriculun specialist, 

ft 

or an assistant sii|>erintendent, depending on the size and scope Qf thb 
project involved. 



Manasomorit involves four major functions^ 

1, planning activities; 

2, ' organizing people to perform the activities 

3, motivating people to coordinate their gflorts 

4, controlling the process and the performance of the 
project as it progresses, < 

project is defined as an effort iWiich hiis a sp^ified goal,^- 
starting and completion dates, a definite budget, and a stated accep- 
table level of performance, 

17 



THE NfiSllAMINY KFFORT 

In the following sections of .tbis paper, a detailed review is pre- 
sented'of the Noshaminy School District effort to initiate a pliinnim* 
process^ tORCthcr with a discussion oF eFfecls to dtte of that 
effort ami the extent to which the obj^tives of this apj>roacb were 
achievcfl* lliis review of the Neshamiliy effort has been organized in 
terms of tht* topics listed below: - * - 

- RRS Involvement ;with Ncshaminy 

' Participation by Neshaminy Personnel ' ^ ■ 

- Attitudes of^-District Planni^ f^foup and Classroofrt Teachers 

' Findings aiKl Results .to Date at the District, Builrfinji, 
and Classroom Levels, 

Tnitial Use of Instructional Materials- -Siameiry of PimlinfiS^ 



RKS Involvemept with Ncshamiiiy 

I*rior to thbvinvolvement pf Neshaminy School District with RRS, some 
of the bas^c concepts of the cc^i^f^ehensive planning process were out- 
linetl in aidoctoral dissertation* I1ie procedures rel|itpd to. initiatii^" 
:\ planning ;process hzi^'^been developed in cooperationt^With two school 
districts JMid extensive personal contact by members of the RBS staff 
hail beenjrrvblved. Mnstructional materials based on these first-haml 
exper^ipriCeS had been subjected to technical review by staff meiBbers from 



Tank in, Siinfo^^ A Cost-l-ffectivcness IValuation Approiich to 
Improving Resource Allocations for School Systems . Philadelphia ; 
Kcsenrch for Itettor Schools, Inc., .lonuiry^ f970. 

■ is"'' ■ 



various other school districts. The most critical determination the 
development torn was trying to make (luring this period was to ass.ass 
the extent to i4iich these materials could be used by school district 
peRsoAnel to initiate a planning process effectively without reliance \ 
upon outside experts or consultants- - - 

if 

In an attempt to develop infonreition upon which to kise this assess- 
ment, RRS institutal a search for ft school district where district 
personnel wore wiUihg^ to take part in an experimental program and to * 
moot the criteria Sf>ecjriod for irsinij these materials. Personnel from 
the Neshaminy School District, profiled in Table II below, expressed 
interfest in-this venture. 



TABU: U--Pf?01-tLE OF IHE NliStlAMINY SQWOL DISTRKT 



Total District Population 

Type of Ai^ea^ 

Irade ^Yofile 

Stddent l^i)Ulation 
^ . ^ .... 

nthnic ComiK>sition 



Ntmiber of IlnildinKs; inmentury 

Junior Hiiih St;]iools 
High School ^ 

.^■Iiool fii,striot StatT: Central nffice 

Ittri Idiiij; Uvel 

Total District BudKct 

10 



60,000 



Suburban 



^-6, 10-12 
. i:^,500 



Black 
White 
mher 



n 



Ml 



28 



736 



$18,013,800 
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After initial discussions, representatives^of ,RBS and the Neshaminy 

School Ui^^trict cxcc:teu the following Letter of Intent: 

April 18, 1972 

The pur|:iOse of this letter is to docuuKnt a-j'oint 
arrangcmoi^t i>etweon Neshaminy School District and Uesoarch 
for Better Schools for the use of C-omprehensive Planiunfi's 
instructional materials for developing performance imlicators. 
This effort would start in May of 1972 and would at least 
continue through school year 72-73. 



'Ihe iterps are as follows: 



A- 



K The general, acceptance by both purties^of ■ the 
criteria for providing a school district with 
individualized self-instructionaKjimtc^rials 
in ;?oinprehensivc Planning listed on tiK* * 
J attached pages. 

J. ' , * 

1\ Neshiimtny Sc^Hool District specifics 

a. to develop performance imlicators in 

mathematics from kindergarten through 

twelfth^iule, 

^ X ^ . * ' 

b. tO/Use these Hidicators in at least 2 
^classes per grade level in the disr 

/ trict. 

^/ to train staff in modules 1 ani 2 of 
Coirprehensive Piannij>g which would in- 
vol^ve 1 week activities prior to the 
close of school and 2 weeks during the 
sunot^r ^ 

d. to t^ke responsibility for covering the 
costs of the project except as enumerates) 
under UBS section. 

c. to^ provide information to assist Research 
for Better ScIk>o1s to evaluate its protluct. 

3, Research for Better Schools specifics 

a* to provide all self-instructional materials 
afid any assistance that may be necessary 
to siq>planent the materials. 
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to'coHcL't iJifornuition necessary for 
evaluating elTtxif iv(*ncs.s of" nnteri:>t, 

to pay $500.00 toward Nesliajnhiy ScIkk)! 
District's costs antl to cover tho data 
processing costs of scoring the intiica- 
tors for up to 1500 students in the 
event tJ^it time limitations and other 
constraints make it infeasible for the 
district to incorporate this capabi lity 
on~theij data processing system. 



NESHAMINY SCHOOL DISTHICT 
BY: 



rnu;: • ' ' — - 

liY: [ ^ 

(llArii) 

TIUH \^ 

JJuring the first year, Neshaminy School District initiated curriculum 
planninji in Mathematics, In view of the information sought, an attempt 
wa.s matle to kecft contact between IIRS stalFf members *'ind district per- 
sonnel to a minimtan, Itotailed records were mintaincd on all verbal 
communicatiofi t>etween Neshaminy ami UliS iiklicatinf! the type of contact, 
the purpose, and Xho people involvat, until initial training kul been 
completed, performance indicators had been developed, and the pcrrornnncc 
indicators developed by the district staff were being administered. As 



indicated in TaMu III, loss than seven hours of verbal communication 
took pluctr in n period histi^ig tibout six aixj a half monthu. Over a 
third of the communication time recnnled was related to introducinj; 
the irroposal for cooperation between RBS and Neshaminy and discussing 
the possibility of pursuing this effort. Another third of the com- 
municatibn time recorded w^s related to collecting feedback on tlie suc- 
cess, or lack thereof, Neshaminy was experiencing with This approach, 
to planning, JiC^s than 2-1/2 hours of comnunicat ion timc^jj^ere— -^'^ 
actually required for_^hejDijrposes'Of^oviding infomation not in- 
mBdecfin the' instructional materials and resolving difficulties on- 
countered. (Most of this tijne was spent correcting flaws which 
the. Neshariiny stuff had discovereJ in the instructional exercises.) 

/proximately ei^ht comnunications recorded bejtwecn October, 1972 
and June, 1973 were related to data-processilkg techniques: fXiring tliat 
pericxi, WBS was acting as liaison between personnel in Neshaminy and 
the staff of the computer facility/ in order to provide a quality control 
check on the computer programs being developed, RBS staff members 
visited Neshaminy twice in early 1973 when district pcrsorthel i;tartctl 
to expand their planning, capability to the Language Art:? airriculum 
area. By 1973, there were no longer any financial ties between 
Neshaminy and RBS (see the Letter of Intent on page 16) and school 
district personnet were in direct contact with the computer processiini 
facility, lliuy, with less than three days of verbal conmiujucation 
between Ne.sh?miiny School District personnel nm\ Research for Better 
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TABLE [11 - \TRR\L CONMllNiaTION BETWEEN NESRAMINY SCHOOL DISTRICT AXD RESEARCH FOR BETTER SCHOOLS 



. . Date Type of .Contact 

April 7, 1972 Meeting (Neshaminy) 



April 28 



June 16 



June 20 



June 20 



July 20 



>teeting CNeshajniny) 



Meeting -fNesHiSiny) ' 



Telephone 



Telephone 



Meeting (Phila,) 



September 12 Telephone 



Septeiiber 22 Telephone 



Personnel 



Purpose 



Asst, Program Director, RBS To introduce Cbnprehensive 
Planning Cosnp, Director, Planning and determine if 



Duration 
1-1/2 hours 



RBS 
Asst, Supt, 
Principal 

Planning Comp, Director, 
RBS 

Math, Cbor,* 



planning Comp, Director, 
RBS 

Planning Coor., RBS 
Math Curriculum Advisory 
Cormlttee (15 people) 

>lath Coor. to Planning 
Comp* Director, RBS 



Math Coor, to Planning 
Coor. and Developer 

Planffing Coop* Director, 
' RBS 

Planning Coor*, R3S 
Developer » RBS 
Math Coor. 

Matii Ojor, to Planning 
Coor,, RBS 

Math Ojor* to Planning 
Coor,, RBS 



Neshajniny staff vv-ould be 
interested in a joinr agree- 
*ment to field test materials. 

To provide a general intro- 
duction. to-'CCinpMSicnsive 
- glSnning ard deliver a set 
of mterials, 

,To affirm RBS support 
to staff. 



Question about budget 
information in Basic 
Skills and Concepts 
\anual* 

Questions regarding exer- 
cises in Units 3 and S« 

funeral sunmtion of plan- 
ning activities to date 
and debriefing on develop- 
ment activities. 



Oral evaluation of Project 
Manager's Manual, 

General ouestions about 
data processing procedures. 



1 hour 



20 minutes 



30 minutes 

30 minutes 
2 hours 



20 minutes 
* 

20 minutes 



TOTAL 6-1/2 hours 



^Selected by the district to act as Project Manager for the planning .efforts 



Schools staff members over a two-year period, the Neshaminy staff 
successfully initiated a plannii^ effort which had been expanded to 
invr/ive 300 stafr members in 14 buildings in two curriculim areas. 

Participation by Neshaminy Personnel 

Participation by Neshaminy School District personnel over the two- 
year effort to initiate a planning capability is detailed \\\ Table IV. 
Uirin^ the f'Jrst year, 5*^ oT the district's teaihers narticiiuital in 
J:\\c planning errort, which was initiatecl in the curriculum area of 
Mathcmiit its . l)iiriiif» the second year, when the planninj» effort was 
expanded to jnclu<le the curricutuni area of l^npiuge Arts, more tl>;m 
15% of the district's teachers were voluntary participants in this 
project. These participants included teachers from every building in 
the distiict, from six grade levels ranging frcMn third to tenth grade, 

Attittates of [listrict Planning firoup antl Classroom Teachers 

Tlte dijitrict H-ithcmatics pli'innirig graip, wliicJi deve^lopcd the 
perTonnaiwe indiralors, acquired skiils which few of tlicm h*id jiossessed 
to any degree before using these instructional materials, *l1vejr re- 
sponse to the planning procesj>^was highly positive, especially after 
they saw thexnd products which were developed. The planning group 
included members from each of the fourteen schools in the district, who 
provided important contacts between the planning group and the class- 
room teachers ami the principals in the various district schools, ^ 

?A 

V 



'21 



TABU. IV - iA'f,\MSIMM 0I' NhSl tAM 1 ;4Y Sr,m\. lUSTRICr I•U^^MlN(; VM\m 

l'.)72 Tn ('»74 



\ 



cuitiuniiJM 



1 

9 
7 
2 

to 

1 

'.1 

7 
3 

1 

9 
7 
3 

to 

1 
9 
7 
4 

1 

9 
7 
2 

to 

1 

9 
7 
3 



12 ■ Tc.Klicrs 

1 ' Currictiluii 

Cooi\liti;iloi- 

2 • Principals 

'''' % 



14 - Teachers 

1 ■ Curriculum 
Coortliiuitor 



2 

17 



Pr iiiciptils 



1 


IS 


9 


1 


7 


3 






1 


to 




1 


17 


9 





Toaclic) 



I'S 



Curriciiluin 
CoorttiiKitor 

l'riiic)]>:il 



GRAUU 



3rd 
Gth 

*«tll 

9tK 
10th 

3rd 
Cth 
7th 
8th 
9th 
10th 



NirniKR OF- - 
I'AliTICIPATING 




NONE 



, 4th 
7th 
10th 



J, 



24 
9 

.A 

Tot ill 41 



NUMBER OF 
BUIimNGS 



10 
10 
3 
3 

Jl_ 

Total 14 



10 
10 
3 
3 
3 
1 



Total 14 



10 
3 
1 

'Iot;tl 14 



>aJMBER OF 
INVOLVTJ) 



V2 
S2G 
64 
171 
117 



Total 14S0 

C4C 
744 
91 
S65 
411 
45: 

Total 2912 



(»7S 

881 

, 7(. 1 
TotitI :yis 
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IMannnig i^roup members were impressed by the ;yay in which test 
(perromincc) items couU be developed which were based upon the ypcciTic 
planning objectives aitlined for each of the K-12 grade levels- 
iliey befiiin to sec liow useful such a tool could be in supplyinjj informa- 
tion directly to various staff noib^rs. 

Members of the planning groitp met during the school year to review 
the results of the fall and spring administration of performance indi- 
cators. Again their response during this review was positive, as they 
attonpted to analyze the collected data. 

During the simmier'of 1973, members of the Mathematics planning 
group conducted a full-scale review of specific items, I'hiy analysis 
resulted in a ntDnhor of change.s: fl) various indicator items wore 
added, deleted, or altered, (2) content objectives were shiftetl from, 
one grade level to anoth^, and (3) suggestions were developed to assist 
classroom teacher.s in better meeting the stated objectives. 

Performance indicators were also developed for additional graile 
levels during the summer of \1973- 

Tlie classroom teachers who used the performance indicators were 
also enthusiastic, since these instninents enable them to determine 
class mastery of concepts in the fall and* measure class progress durinji 
the .school year, "iliis approach is tremendously valuable, ^irx;c it 
assists teachers in determining Ibw best to allocate the instmctioruii 
time available. Members of the Mathematics planning group ami the 
IVojcvt Minai:(^r offered their i^ersoual as^istiince to any cbissroom 
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teachers whc needed help. Teachers^ Manual^, developed as a part of tlie 
planning process also were provided for the classroom teachers. 

Before the spring adminrstratiofi of the performance indicators, 
teachers are cncairaseit to divide their classes into three equiil ^*achieve 
ment"'iironps (upper, middle, lowr)* In this way, teachers can deter- 
mine how successful they have been with their own classes, teaching e 
students at ttie various achievement levels. Neshaminy teac,hers con- ^ 
sulered t|us a valuable approach. ^ 

Since performance indicators are administered on a strictly volun- 
tary basis, teacher acceptance of their use lias been cxccIUhU, They 
report that, aithoufih it is time 'consuming to administer tl\i) itKliciiiors 
nnd score the results, the effort is wortlvwhile because of the Iwd- 
back s»*pplied, ihcy support the confidentiality of data which protects 
the individual teachers, fach individual teacher sees only the results 
for h4s own classroom, together with total district results for the 
same curriculuin area at the same grade level. Pach principal sees 
total results for all classes in his building at each subject and grade 

level, together with total district results by grade level; for the 

A 

same curriculuii areas. Members of the central office stafif sec only the 
district results* 

fn simmary, members of the planning ^rcup, classroom teachers, 
huildin^i principals, and central office staif all reported i^sitively 
rtiiia rd i iiii the use of the performance indicators in the Neshaminy Scliool 
lUstrfCt . 



4 
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Findings to Ikitc at the District, Building ami Classroom Levels 

The importance oT planning^ l>ecomcs obvioiis when a problem arises 

*- * 

and it is already too late either to anticipate all of its ramifica- 
tions or to collect data \\\)on which an appropriate solution can he 
based. Although many oT the athrantages which accnie from the time and 
resources invested in planning only become apparent over time, som 
henefits arc immediate. The findings outlineil below were recognized by 
IMeshamiiiy School District personnel as they initiateil their planning 
activities, i imlings' and planning process difficulties or conterns 
are listed at the district; building, and classroom levels. 

Di strict ICvel 

1, 1* was discovered that the iflftructional approach being 
used was de-enqpnasizing basic rote fliathanatic skills 
w&ll t)elow the priority established for that planning 
objective. 



/ 

i 



0 



2, Yhc Neshaminy Mathematics Curriculum Advisory Conroittee 
related th^'>plajming objectives they had developed to the 
Mathematics course of study outline which th«^ had previods- 

. ly ^beentJworking oni The documents produced as a result oT 
this additional work wore; 

Prel^fninaty fdition Course of Study for Pre-Alpcbra 
Mathdnatick-iand 7tJi ami 8tli firade Mathematics . 

, ^ 

Algebra I % ^'f 
Algebra It 
Algebra lit 

3, (tontent objectives were movctV to more api)ropriato" firade 
levels, ^\ . 

I 

4, !^pf;ostions were devolopctl to assist teachers in carrying 
out (Urricult content obiectivos, 

28 
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Planning Concerns 



?>coring indivitiual tests and transferring items to scoring 
sheets is a time-consuminf; process. Means are beinn 
cxplorcti to provide students with multiple choice answers. 

It may'not be necessary to test all students at each level 
or building each year, * A monitoring system should be 
devisGtl to focus on specific areas. 

The duplication and distribution of materials presents 
n major pjroblem- Hxtni staff (tonpornry) are needed to 
accomplish the task quickly, 

li ui IdiffH I'OV cl 

L l>uring the school yc:ir, high scJkxjI stutlehts tended to 
forget the Math taught the previous yc:ir; that is, t}K7 
pcrformcJ better on review items on the pre- indicator than 
on the post- indicator. 



Planning Concerns 

1, Huilding principals need information alxxit the specific 
purposes for usii^ performrmce indicators. They need 
assistance In determining how to allocate resources 
fhumrin :ind material) in remediating S|)ecific deficiencies 
which hive been identifieit, 

, 

(Mn s sroom l^vc l 

1, Teachers saw the riccd to leview the learning cnv i roiiincnt 

in the classroom, as well as to deal with iudivithwl stiulcnt 
problems, ^ 

2. Tciichers were spending too much time on material previous- 
ly taught, 

3- Some of the traditional approaches being used did not 
produce \he desired achievement • New appro:iches were 
tlevclopcd to assist stulents in mastering. particularly 
difficult concepts. 



1. 



\ 2. 
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IMaiminn (tonccrns I 

1 J 

K Since the pronraiii is volnndiry, there is ;i j>n(Kl chiiiifo 
tliat the teachervwlK) wjiUtl profit most linm parliri 
patiny will choost* not to parr ir i[>att\ 

2. Sane teiirhers view tha \>c\'founi\\iKv nulicator as an in- 
clividiuU Jia^nostic lool nJthor tlKui as the ^roup in- 
stnsnent it is, "lliis pnini must ho cm|ihasizcHl in futuru 
plaiiiiinf* sessions. 

Initial Use of iRStructional Materials- ^Uaiinary of bindings 

Meml)ors of the Nesliaminy Mathcntirt ics (Xirriculitn AdviKory Cbtnjiitte, 
a standinn committee under the direction of 1 "red Stewart, District 
Mathematics and Science Coordinator, met to discuss initiating-a 
planning process in the district aiul to evaluate instructional materials 
developed by Research for fetter Schools to guide-siich an effort. 
Thirteen teachers and two principals attendcil two sessions held in .June 
and August of 1972, 

At the end of Jui!0, this comniitteo met as ;i phinninii iiroiip for 
one firll day and five afternoons to rnv(M" th<^ matci'ial prosorrtcti iJi " 
tlie Iki ^ii- Skills and (>jncepts manuak fiv material coveroil in this 
fiKinuit hrul hcen pilot-tested and subsequent ty rovJ^rd, \ 

In miti Auj^ust , the" conmittet* spent wwk^ c<iji->i nict ins l>CT"f'>rjit- 
ance indicators in accordance with the instructional Mi;acnals presented 
in the Begiwiing Implementation manuals 

The Basic Skills and Concepts manual was considcrctl umlerstatuijhle, 
however, members of the planning group did not fully ^rasp the concepts 
presented until they had completed all five units. Some uncertainty is 

20 
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to' be cxi)cctod and, indeed, niay even i)e desirable, whai new concepts are 
being i)resented, - ' 

Units 1, 2, and 4 were rated highly on overall understanciability and 
clarity; memhers of the planninjj Jiroup discovered inaccuracies in the 
;Lnswers to exercises in Units 3 and S, and chose ujiits were appropriately 
revised,. 

Ill }*eii(M*aI, liie respondents were ^Very satisfi^Hi*^ with the two weeks 
tlK7 sp(^nt tisin^i tlie Ik'^^innin ^ Imple mentation manuni> Tliis effort resulted 
\\\ the construction of f!;itliLiiiatics jx^rformance indicators Tor jjrades K-12, 
Hiey indicated tluit tlio stei)s involved in iindicator construction were 
clearly exptained and that ample tinte had been allotted, Rirlhemiorc^ 
several of the planninj* f>roup incni(>ers were pleaSc^l by the excliange of Ideas 
among all tliosc |iartict|>ating, Group members felt that their go;il of 
creating a product which could be used in evaluating district performance 
h;id been^accani>l ished* ^ 

The t(bility Control proccxiures arid tlie item feasibility inforiitition 
were considered 1%'irticutarly helpful by the planning group, Grou)^ meml)ers 
did not find the )KM*fonriance indicator diagriim jmrticularly lielpful and 
used a fomtit uiore familiar tp tJiem for recording itents. The appendices 
were coJisidered a valu;i)»le source of future information^ 
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su^w^RY 

The experience of the Neshant^my School District indi^^ates that a 
planning process can be initiated at the school district level with miniinal 
assistance from outside personnel* Instructional naterials developed by 
the Administering for Change Program of Research.for Better Schools, Inc» 
can be used to help structure such a^ plannii^g^^ptocess, while the initia*^ 
tive remains with the district* 

Thnjugh the two-year effort described^ the Neshaminy School District 
successfully initiated a planning sy^item in two curriculun areas with 
minijnal outside help and now has a planning capability which, if desired, 
can be expanded to include additional grades and other curriculum areas* 
The major problems encountered by Neshaminy personnel involved scoring and 
''production difficulties; minor changes in the planning approach are expected 
to solve these problems* Neshaminy School District staff at all levels have 
responded to this new capability in an overwhelmingly positive way> and 
various curriculun changes have already been instituted in an atten^t to 
have the material taught relate more directly to tlto objectives developed* 



